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Abstract
Purpose – The purpose of this paper is to explore how a multitude of demands and challenges faced by
public facilities management organizations’ (PFMOs) particularly in relation to a large building stock in need
of measures’ are acted upon and negotiated in practice. Specifically this study asks: What are the institutional
logics (IL) that constitute the organizational context of PFMOs? How does an institutional worker navigate to
create change in PFMOs?
Design/methodology/approach – Data were collected through a case study of a public facility
management organization and include interviews, a questionnaire, observations and organizational
documents. The analytical focus is the work of a single actor, a project manager portrayed as “the navigator”
and his institutional work (IW) of developing and implementing new organizational practices, to meet current
challenges and develop a more “strategic” facility management.
Findings – The complex institutional landscape faced by officials in PFMOs enforce officials responsible
for implementing and developing new practices to become navigators.
Originality/value – The findings offer a rich practice-based account of the day-to-day IW carried out by actors
that try to navigate complex institutional landscapes, consisting of multiple and, at times, conflicting IL. Current
challenges for PFMOs are to be portrayed as multi-dimensional and the actual work to transform organizational
practices in this context is highly complex, unordered and messy. The findings point towards a need for new
competences and roles to tackle current challenges; geared towards integrating different logics and perspectives.
Keywords Public sector, Facilities management, Management, Organizational change, Work,
Working practices
Paper type Research paper
Introduction
A central challenge for officials in public facilities management organizations (PFMOs), is to
translate various political directives and demands into new (organizational) practices. These
practices need to align with both the structures and logics that condition the institutional
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landscape where these organizations operate (Galamba et al., 2012; Ramskov-Galamba and
Nielsen, 2016; Hemme et al., 2020).
Today, a vast majority of the public building stock worldwide is outdated and in need of
renovation or even demolition (Uotila et al., 2019) as a result of insufficient maintenance
(Hopland, 2016). The renovation and management of the public building stock is taking
place amidst multiple and sometimes competing demands for efficient, financially sound,
and at the same time, sustainable operations (Hill et al., 2013) variously distributed across
field, organizational and project levels (Gluch and Svensson, 2018) and strained between
short-term and long-term perspectives and priorities (Barett, 2000; Hill et al., 2013; Higham
et al., 2015). Furthermore, practices and ethics of PFMOs are increasingly influenced by the
general adoption of business-related logics [1] by public organizations (Ramskov-Galamba
and Nielsen, 2016; Haugen and Klunseth, 2017). In addition to this, the management and
renovation of the (current) European public building stock is argued to play a crucial role for
the achievement of the European Union’s 2050 decarbonization goals (Nielsen et al., 2016);
therefore, practices need to align with sustainability logics.
It has been recognized that PFMOs need to develop new kinds of (strategic)
organizational capabilities (Junghans, 2013; Olsson et al., 2015; Ramskov-Galamba and
Nielsen, 2016; Svensson, 2018; Jensen et al., 2018; Bröchner et al., 2019; Pardalis et al., 2019) to
manage this growing number of challenges. However, little is known about how such work
is conducted in practice and how PFMOs’ officials are conditioned by the specifics of the
multiple logics milieu (Galamba et al., 2012; Hill et al., 2013; Boyd and Schweber, 2017;
Campbell, 2017; Castan Broto, 2019).
Previous research on strategic efforts has focused more on the organizational level and
on private organizations. For example, Kaya et al. (2005) developed a framework for
strategic facilities management and elaborated on the different roles that FM organizations
need to adopt for these organizations to realize their full (strategic) potential.
In addition, much of the aggregated research on building renovation and
maintenance has been characterized by explorations and focuses on different
challenges treated separately (Karvonen, 2013; Palm and Reindl, 2016; Nielsen et al.,
2016; Palm and Reindl, 2017). However, the actual challenge for officials working in
these contexts appears to be less about solving a number of separate problems (usually
portrayed as juggling two dichotomies) and more about navigating a multitude of
different (institutional) logics and perspectives to develop integrated practices and
solutions (Bordass and Leaman, 2013; Junghans, 2013; Thoresson, 2015; Tucker et al.,
2016; Gluch and Svensson, 2018) that are adapted to fit each individual organization
and its situated institutional surroundings, rather than any normative template of “best
practices” (Hopland and Kvamsdal, 2019).
The position in this paper is that the emerging transformation in PFMOs can be
conceptualized and explored as an “institutional change” during which individual
actors engage in “institutional work (IW)” (Lawrence and Suddaby, 2006). Drawing on
rich qualitative case study data (Flick, 2014), a practice-based institutionalism lens
(Smets and Jarzabkowsk, 2017) is used to elucidate how a PFMO official navigates
through a multitude of different institutional logics (IL) and perspectives while
attempting to develop and implement new organizational practices, referred to by the
organization as “strategic facilities management”. Two interrelated research questions
have guided this research:
RQ1. What are the IL that constitute the organizational context of PFMOs?
RQ2. How does an “institutional worker” navigate to create change in PFMOs?
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Theoretical frame
A practice perspective to institutional logics and change
Institutional theory and, especially, the sub-theories such as practice-oriented IL and IW
have been considered particularly fitting to frame and understand how changing local-level
practices are conditioned by their wider institutional contexts (Lawrence and Suddaby,
2006; Zilber, 2013; Lindberg, 2014; Smets et al., 2017). These perspectives give micro – rather
than macro – phenomena precedence (Powell and Colyvas, 2013) and, therefore, recognize
institutional change as something that emerges from and in practice (Lounsbury and
Crumley, 2007; Smets et al., 2017). Specifically, practice-based institutionalism seeks to
advance our understanding of how the multiple ILs that constitute any institutional
context – in our case, a PFMO – are linked to the actual IW required to change practices in
the given context (Smets et al., 2017).
Every institutional context is mediated by a certain set of ILs, which may be seen as
those “material practices and symbolic constructions” (Friedland and Alford, 1991) that
shape meanings; provide legitimacy; determine issues, problems and solutions; and impact
change (Thornton, 2002; Reay and Jones, 2016; Goodrick and Reay, 2011). On a day-to-day
basis, the range of actors that work in any given institutional context continually face
situations that call for various actions, which are, in turn, guided by a multitude of
embedded ILs (Fred, 2019). The more practice-oriented studies posit that these ILs never
exist per se but are continuously reconstructed in practice; that is, they become relevant for
practice only when they are enacted in practice (Lindberg, 2014).
While many of the more macro-oriented contributions on institutional change have tended to
focus on the conflicts and contradictions between a set pair of contrasting ILs (Friedland and
Alford, 1991; Thornton and Ocasio, 2013), a recent stream of practice-based studies have
highlighted that institutional change is better characterized by the dynamics amongst a
multitude of different ILs. These include, for instance, how multiple logics co-evolve (Dunn and
Jones, 2010) and facilitate each other (Goodrick and Reay, 2011) or how logics are used
strategically to influence ongoing change processes (Venkataraman et al., 2016). Different logics
can thus be emphasized and enacted in different stages of a change process for individual actors
to influence a preconceived result (Lindberg, 2014; see also Fred, 2019).
To understand thesemessy realities of emergence and adaptions of ILs, it becomes imperative
to focus on practices (Smets et al., 2017; Lindberg, 2014) and to pay attention to historical
contingencies, as well as how ILs are translated at different organizational levels (Zilber, 2013).
Following this, it is reasonable to expect the multitude of emerging and existing logics and
demands that are imposed on today’s PFMOs (such as sustainability, energy performance,
financial performance) to be subjected to substantial negotiations and tensions.
Focusing on the level of practice, it is possible to increase the understanding of how
actors situated in PFMOs work to manage a multitude of different ILs through IW (Gluch
and Svensson, 2018).
Working within complex institutions
The theoretical construct of IW encapsulates the purposive actions aimed at creating,
maintaining and/or disrupting institutions (Lawrence and Suddaby, 2006). It has been used
to frame an understanding of how, why and when human actors engage in work that has the
potential to shape and change institutions (Hampel et al., 2017) and, furthermore, how this
work can be linked to outcomes on various analytical levels (Gluch and Svensson, 2018).
Attempting to navigate change through a complex institutional landscape, is an
increasing challenge for organizations today (Dahlman and Grosvold, 2017; Pemer and




in these organizations. Especially, in public organizations, challenges arise when competing
logics are represented among different internal organizational stakeholder groups (Hemme
et al., 2020).
Rather than giving precedence to only a few “influential actors” (Battilana et al., 2009), an IW
perspective directs the attention towards how “ordinary” workers set out to do “ordinary” work
against the backdrop of larger institutions (Lounsbury and Crumley, 2007; Lawrence et al., 2011;
Smets and Jarzabkowsk, 2013). This work is not always planned or rational but, many times, it is
better characterized as responses that are applied ad hoc in relation to unanticipated situations
(Powell and Colyvas, 2013; Lawrence et al., 2010). As such, an IW perspective enables a detailed
understanding of the complex, reflexive and recursive relationships that ordinary individuals
experience between themselves and the institution(s) they encounter or are part of (Zietsma and
McKnight, 2009; Lawrence et al., 2011), as well as the broad array of factors that affect
individuals’ abilities to shape these institutions (Hampel et al., 2017).
One important dimension of the actor-based ability to shape institutions is related to
legitimacy. Researchers have explored how actors’ different degrees of legitimacy are
related to their particular roles in institutions (Ludvig et al., 2013) and how this legitimacy is
created ongoingly through IW (Dahlman and Grosvold, 2017; Gluch and Bosch-Sijtsema,
2016). Ludvig et al. (2013), for instance, pointed towards the difficulties involved in creating
legitimacy for practices related to energy efficiency, specifically within PFMOs. They
highlighted the importance of possessing discursive competencies to frame and anchor
political directives regarding energy efficiency in local practice. In the same vein, Gluch and
Bosch-Sijtsema (2016) pointed out similar difficulties for environmental managers in the
construction industry more broadly. They concluded that these individuals often lack the
legitimacy needed to implement new organizational practices that support the sustainability
agenda. Instead, they get “locked in” and restricted to participation in work that merely
maintain existing institutional practices. Dahlman and Grosvold (2017), by contrast, showed
how environmental managers in private firms in the UK were able to implement new
(environmental) practices by embedding the environmental logic alongside a dominant
market logic. However, to do so successfully, they needed to combine actions variously
aiming at creating, maintaining and disrupting institutionalized practices (Lawrence and
Suddaby, 2006; Battilana and D’Aunno, 2010).
Method
Description of PublicPrem
Data were collected at a PFMO (hereafter labelled “PublicPrem”) in the city of Gothenburg,
Sweden. PublicPrem serves 10 different city areas (CA) and deals with construction
procurement as well as the management of a large stock of various public premises
including schools, preschools and housing for elderly persons and those with special needs.
The functional unit, “Facilities Secretariat”, is responsible for the strategic planning of
municipal premises in the city. The Municipal Facilities Board (MFB) comprises layperson
politicians mandated to make decisions regarding the focus, goals, policies and directions
governing both the Facilities Secretariat and PublicPrem’s operations.
In 2015, the MFB commissioned PublicPrem with the task of developing a long-term
strategy for the renovation of all their premises built between 1950 and 1970. Following this,
a small group of people began to develop ideas about how to transform current
organizational practices to be more “strategic”. They were given a somewhat “free rein” but
within a specific focus on “energy-efficient renovation”. This project is hereafter labelled the
strategy project and includes a pilot project, which was a smaller project aimed at testing
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new ideas developed within the frame of the strategy project, which will be explained in
detail below.
The workgroup was led by a project manager (a facility manager by training) who,
hereafter, will be referred to as “the navigator”, to depict the nature of his work to drive
organizational change in this complex institutional landscape. The focus for our findings
will be the work of this individual as it unfolds in relation to his situated context.
Specifically, we explore in detail his efforts to develop and implement more-strategic
organizational practices, to manage the combined multiple challenges imposed on the
organization. These challenges include the following:
 a large building stock in need of renovation;
 a pressing need for new premises;
 a better overview of the current building stock; and
 an overall adaptation to new and stricter sustainability goals – altogether under an
overall pressure to be increasingly “financially efficient”.
The decision to focus specifically on the perspectives and actions of this particular navigator
was made because he worked in a role that accentuated the consideration of the whole
multidimensional institutional milieu.
Together with an assembled team, the navigator developed and tested ideas for new
organizational practices in a pilot project running from March 2016 to September 2016. The
pilot-project team consisted of the navigator, a representative from PublicPrem (a facility
manager), a representative from the Facilities Secretariat (a planning manager), a consultant
(specialized in construction finance) and a representative from the specific CA (development
leader for facilities) in which the pilot project was conducted. In the early stages, a sustainability
manager was also part of the team but was later replaced by a financial manager.
Initially, the strategy project focused only on the energy-efficient renovation of
preschools, but as it evolved, the scope expanded to entail all types of premises in the city
and a multitude of other perspectives and performancemeasurements.
Organizing the work according to strategic facilities management would result in several
organizational consequences. The first is a higher demand on the facilities managers to be able
to assess their buildings and make decisions regarding which of four options to choose for each
building, including demolition or extending the life of the building for 5, 10 or 20years. If more
strategic facilities management is implemented, the role of practitioners involved in renovation
will change from being urgency-driven ad hoc fixers to strategic planners.
Secondly, once implemented, the new model will result in increased collaboration
between PublicPrem and the Facilities Secretariat, and strategic decisions previously made
by officials at the Facilities Secretariat will be made by officials in PublicPrem.
Thirdly, facilities managers will need to plan for evacuation during renovation and/or re-
building into existing buildings or plan to build newer premises that are larger than (currently)
needed so these can be used for evacuation. Previously, PublicPrem has used temporary
pavilions to address a pressing shortage of premises, an approach that, according to employees
at PublicPrem, is neither economical nor environmental defendable in the long term.
Finally, the way of working will entail a shifting focus away from having separate plans
for different CAs towards having a “grand plan” for the city’s total public building stock. All
in all, the proposed measures were labelled “strategic facilities management” by the
navigator and the rest of those working with the strategy project.
At the end of May 2017, the work with the strategy project was summarized and




ended. The aim was then to move from project to process to embed the new organizational
practices proposed and first tested in the pilot project.
Although the navigator managed to get everyone onboard and push the project forward,
in 2020, many elements have yet to implemented, such as the reallocation of power between
the Facilities Secretariat and PublicPrem and grand plans for the entire city. However, one
element that has been implemented is the practice of consistently thinking of evacuation into
existing buildings during renovation and/or re-building as an option rather than using
temporary pavilions, together with an awareness of the usefulness and benefits of a deeper
knowledge of the building stock.
Study design and data collection
We conducted a qualitative single case study of PublicPrem (Flick, 2014) since this provided
an opportunity to study the process through which new public facilities management
practices were developed, legitimized and (presumably) embedded, foremost by the
navigator within his specific context (Dyer and Wilkins, 1991). Data were collected by the
first author of this paper and spanned a period of four years (2016–2020); for an overview of
the data collection timeline (Table 1).
Table 1.






Activities Year Methods adopted
Reasons for conducting the
activities
Closely following the
development of the strategy
project, specifically shadowing
the pilot-project and the
navigator.
2016 15 open-ended interviews,
audio-recorded and
transcribed verbatim,1 h/
interview 8 observations of
meetings and presentations
Small talk during coffee
breaksþ organizational
documents
Following the development of
new facility management
practices in a given context (i.e.
PublicPrem)
Follow-up interviews 2017 7 open-ended interviews,
audio-recorded and
transcribed verbatim, 1 h/
interview
To gain an understanding of if




Email survey to all facilities
managers at PublicPrem




facility managers (FMs) at
PublicPrem as it was their task
to implement and work
according to the new practices






To gain deeper insight into his
perspective and reflect on when
he left the organization to
enable further reflections and,
thereby, enhance the study’s
validity
Workshop with 9 participants 2019 Discussions in smaller
groups
Enhance validity of the case
study
Interviews 2020 Interviews with two of the
participants from the
workshop
Enhance validity of the case
study
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The groundwork for data collection and analysis was inspired by the inductive method
developed by Gioia et al. (2013). Accordingly, we employed multiple data collection methods
(including interviews, a questionnaire, “shadowing” the navigator (Czarniawska, 2014),
observations of meetings and presentations, and analysis of organizational documents) and
we made a conscious attempt to adopt and use the respondents own descriptions (such as
“strategic facilities management”), as opposed to our own, to increase our understanding of
their lived organizational experiences. However, as we used theories to guide the research
questions, interview questions and data analysis, the research was not purely inductive;
instead, a continuous movement between theory and empirical data meant the research
approach was abductive (Dubois and Gadde, 2002).
Observations. Data collection was inspired by the stream of research labelled
“ethnography”. As ethnography is “the study of situated action within its broader context”
(Zilber, 2020, p. 7), this data collectionmethodwas deemed suitable given the aim of the study.
The navigator’s work during the unfolding of the strategy project was closely studied
from the initial phase throughout the project’s prolonged development and (aimed)
implementation in, first, one city area (pilot project) and later the entire organization. As the
interest lay in investigating specific issues rather than providing a holistic cultural analysis,
we used a strategy for ethnographic research that Zilber (2020) described as “exploring the
micro-foundations at pivotal institutional moments” (p. 15), meaning that specific,
significant (institutional) episodes were targeted, i.e. we were focusing on moments in a
process during which certain institutional dynamics were more evident, such as the
introduction of new practices in PublicPrem (Zilber, 2020).
Not every meeting that the navigator attended during the pilot-project development was
observed, and he was not shadowed everywhere. Instead, he sent invitations to the all the
meetings he thought would be of interest for the research. The meetings attended concerned
organizational and planning issues related to the pilot project, aimed to introduce this
concept outside of the pilot-project group.
Hence, the type of ethnography adopted was a “focused” one in which specific aspects of
a field were studied with a specific purpose in mind; background knowledge informed the
research question; informants served as key participants with their knowledge and
experience; and, in addition, purposeful field visits using particular timeframes or events
were conducted (Higginbottom et al., 2013).
Interviews. To capture the different logics and work practices at play throughout the
organization, interviews were conducted in different parts of the organization(s), at both
managerial and operational levels. In 2016, semi-structured interviews were conducted with
11 persons, including all members of the pilot-project group and other representatives from
PublicPremwith insight into the pilot project and its connected ideas.
To follow up on the project’s implementation, all interviewees from 2016 were invited to
participate in follow-up interviews about a year and a half after the initial data collection
began. Of the 11 previously interviewed, five agreed, while six were unable (rather than
unwilling) to participate in the data collection for various reasons. Two additional
employees at PublicPremwere interviewed instead (see Table 2 for an overview).
For both rounds of interviews, a semi-structured approach was used to allow the
interviewees to talk openly within the boundaries of a number of set themes. For the first
round of interviews, the themes were:
 the strategy project’s development, implementation, goals and interrelations;
 the timing and facilitation of organizational practices; and




In addition, each interview included follow-up questions that were tailored to their specific
roles.
For the second round, the interviews consisted of follow-up questions regarding the
strategy project, such as: How did everything turn out? Was it as expected or different?Why
or why not? Can you give examples of actual organizational changes resulting from the
strategy project?
The theoretical concepts of IL and IW were kept “in the back of the mind” of the
researcher during the interviews and, in that way, provided a structure for the interview
guide. During the interviews, the researcher watched for specific behaviours, i.e. “work”
conducted, and followed up answers to questions so that the respondents could link this
work to wider phenomena in the institutional surroundings (i.e. capturing the relationship
between the work and [presumed] logics).
Questionnaire. From the interviews in the second round, learning took place in regard to
“strategic facilities management”, as a new organizational practice. Given the multiple
logics that constituted the context in which the strategy project unfolded, it was interesting
to explore how the outcome, i.e. strategic facilities management, was perceived and
understood amongst all the facility managers (FMs) at PublicPrem (meaning those who
were expected to implement andwork according to the new practices), not only the ones who
were interviewed. Thus, about two years after the initial data collection began and strategic
facilities management was starting to be implemented, a four-item questionnaire was
emailed to all 13 FMs (eight responded) concerning their perceptions regarding the new
ways of working and what they considered to be the actual changes following the
implementation.
Organizational documents. Organizational documents were also used as data. These
consisted mainly of documents concerning the strategy project and included those used by
the project team to communicate to the politicians, as well as the documents and PowerPoint
presentations that were used internally. Using written sources such as organizational
documents, articles from Swedish newspapers and national and regional policy documents
was seen as complementary to other data collection methods.
Ongoing conversations with the navigator. In addition, between 2016 and 2020, a total of
11 interviews and conversations were conducted with the navigator, both during and after












Sustainability manager PublicPrem 2 0
Head of PublicPrem PublicPrem 1 0
Development leader for facilities City Area 1 0
Planning manager (premises) Facilities Secretariat 1 1
Consultant within the building sector Consultant 1 1
Facilities manager 1 PublicPrem 1 1
Facilities manager 2 PublicPrem 0 1
Project manager 1 PublicPrem 1 0
Project manager 2 PublicPrem 1 0
Financial manager PublicPrem 1 0
Head of facilities managers PublicPrem 1 1
Improvement manager PublicPrem 1 1
Project manager 3 PublicPrem 0 1
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were conducted face-to-face, through e-mail, by skype and by phone. The navigator left
PublicPrem in late 2017 to work for another PFMO; however, contact between the navigator
and this paper’s first author wasmaintained up until 2020 and beyond.
Data analysis
A continuous movement between the empirical and the theoretical (Dubois and Gadde, 2002)
made it possible to understand how actions across multiple levels and the development of
new practices were conducted by the navigator against the backdrop of several logics.
The analysis was divided into two main parts. In reality, these overlapped; however, for
the sake of clarity, they are presented here as corresponding to two distinct aspects of our
findings (Figure 1).
Firstly, to identify the ILs in the field, we followed Reay and Jones (2016) and considered
“logic” to be the pattern and interplay among symbols, beliefs, norms and practices that
guide people in an institutional setting, thus, socially constructed values and beliefs that
guide behaviours. Such logics can be revealed by language and practices and manifested as
symbols and materials (ibid.). What Reay and Jones (2016) would label “pattern inducing”
was applied, meaning that the main approach was bottom-up as we were “analyzing and
coding (grouping) the text in ways that show behaviour or beliefs guided by particular
logics” (Reay and Jones, 2016, p. 449), rather than attempting to fit the findings into
predetermined logics.
Thus, the first step in our analysis sought to identify the ILs that mediated practice in
PublicPrem in relation to the strategy project (Table 3). Here, we used notes from
observations of meetings together with the interviews and organizational documents.
In our second step, data analysis was aimed at exploring the perspective of one particular
institutional worker, the navigator, as he attempted to work his way through these multiple
ILs, to drive change at PublicPrem. In this step, coding was first inductive in the sense that,







Characteristics of logics and aspects
related to the strategy project Quotes illustrating the practical enactments of the logics
Short-term, project–practice perspective: “patch and mend” logic
Current organizational logic within
PuublicPem when the strategy
project started
“We could continue to ‘patch and mend’ until the next ice-age, but
we should not if we are to achieve our different goals”. (Financial
manager)
The common practice was reactive,
ad-hoc, short-sighted problem-solving
to handle the most acute problems
“. . .we replace some windows, we replace some roofs, we do a little
bit of those things like we usually do. . ..” (Facilities manager 1)
No systems or organizational
processes for long-term planning and
(facilities) management
“All we do is ‘put out fires’ and handle the most acute things”.
(Facilities manager 2)
Professional logic
An “inactive” logic “. . . as we could only “put out fires” and handle the most acute
things, we could not work according to our professional training”.
(Facility Manager 2)
(Some project managers [engineers]
and FMs had previously been trying
to develop working practices on their
own to adhere to their idea of what
their profession was about, which,
according to them, was long-term
planning prior to the strategy project.
However, those ideas were not
adopted by the organization and
stayed as single projects, thus not
affecting the organizational
“structure”)
“In a perfect world we would only have carried out large, planned,
measures and nothing ‘acute’. That is really a given [considering
my educational background as Facilities manager]”. (Facility
manager 2)
“We have not treated the facilities (within PublicPrem) as you would
do, given your knowledge as a facilities manager, with your own
house. We have not been able to do that; we have not had the
resources in terms of money and time”. (Financial Manager)
“People come and go in these type of [public] organizations. . .you
become cynical. . .if you try to develop long-term solutions, then
you need to have some processes and documents in place. . .that
has not been the case, so you have not been able to do a ‘proper’
job”. (Project manager 1)
Strategic, long-term logic
The logic that the strategy project
was aimed to introduce
“As a result of parts of the pilot project being implemented in the
organization, the facilities managers (and the entire PublicPrem)
have begun to think in new directions, more strategic and long-term,
and are, as a result of that, developing new practices”. (the navigator)
“With this project, it shows an awareness across the
organizational nexus that long-term planning and foresight when
it comes to facilities management. and facilitates providence leads
to better decisions”. (the navigator)
“What the previous way of working has focused on is: “I have a
house and I will maintain it and I do that for a very long time”. Now
instead: “I have a house I will maintain over a very long time, and
then I will look at what happens after that time is up. What should I





existence of the six
identified IL
F
established these (two overarching approaches and four sub-strategies), the framework for
forms of IW developed by Battilana and D’Aunno (2010) guided our analysis. Finally, the
two steps were summarized in Table 4 to fulfill the aim of the study.
Research quality
Rather, the interpretivist approach taken in this research contributes to an understudied
area of in-depth research within PFM, in which the goal is generalization of processes rather
than outcomes (Schweber and Leiringer, 2012). The overall aim has been to provide a
“successful” description that enables the portrayal of a general phenomenon so well that
members from other organizations have little difficulty seeing the same phenomenon in their
own setting (Dyer andWilkins, 1991; Flyvbjerg, 2006).
The findings presented in this paper were presented and elaborated on at a workshop on
strategic (public) FM in autumn 2019. The workshop was organized by the authors of this
Characteristics of logics and aspects
related to the strategy project Quotes illustrating the practical enactments of the logics
each other and such. . . nowwe are in a position in which this is
possible to be realized”. (Development leader for facilities)
Energy efficiency/sustainability logic
Prevalent mostly at the managerial
and political levels of the
organizational surroundings of
PublicPrem
“It was like. . . if we are to meet the energy efficiency targets, they
must be included in in the “plan for premises”; they have to be
included; it has to be one aspect”. (the navigator)
(Energy efficiency was, in the end,
only one aspect of the strategy
project, i.e. not the core idea.)
“[The project] has developed into something else. . .” not focusing
on energy efficiency. (Financial manager)
Financial logic
Prevalent mostly at managerial level
and among politicians
“If you do not keep the budget in public operations, you have no
career opportunity”. (the navigator)
(In the beginning of the strategy
project, calculations to show energy
efficiency were made; later, the
calculation was focused on saving
money.)
“The economical sustainability is absolutely the overall aim of the
work with strategic facilities management”.
(Improvement manager)
“This whole energy-efficiency thing was also that we could
calculate the benefit, that it is less expensive”. (Financial manager
and the navigator)
Public administration logic
Present before, during and when the
strategy project was finished
throughout the entire PublicPrem and
also present in its surrounding
organizations
“Cooperation between the different organizations within the
project is difficult since there is currently, like always in public
organizations, an overview of the organization of the different
administrations. This means that all administrations need to
argue for their use and uniqueness”. (the navigator)
“Everyone is waiting for the next municipal board meeting that
can put everything upend”. (the navigator)
“Organizational issues regarding the administration might hinder
the new practices to be developed. . .for example, will the schools






paper together with two other colleagues. It was a whole-day event attended by nine
representatives from different organizations, either PFMOs or organizations working
closely with such organizations, plus one organizational researcher who specializes in FM.
All participants recognized the setting narrated in this paper, i.e. the multiple logics milieu
and the complex organizational setting, and they stated that the reality of the navigator was
their reality as well. In addition and further enhancing the validity of our results, two
participants at the workshop were interviewed in 2020 to elaborate on the results presented
and discussed at the workshop. They were working at two PFMOs in different locations in
Sweden; however, one had begun working at PublicPrem after the follow-up interviews took
place but left the organization in 2019. Both agreed that the multiple logics milieu represents
PFM in general and not only PublicPrem. They also explained that their current
organizations were not working according to the ideas presented in strategic facilities
management, although they clearly saw a need for it.
During the interviews and fieldwork, a flexible interview guide was used; in some
instances, the interviews were more like conversations, and this captured what was
going on at the time. In addition, several informants were re-visited and interviewed
again (Gioia et al., 2013). The research quality was further enhanced by ongoing















 Disrupt Ignoring established
practices and, thereby, being able





 Create Choosing members for the




grantedness of working ad hoc in










Strategic long term Patch
and mend
 CreateMaking the aim of the
project open for interpretation and,
thereby, enabling a diffusion of
practices by making it everyone’s
concernMaintain By “ignoring” or
downplaying the energy-efficiency
aspects of the project, the
navigator selected one
institutionalized practice over
another (when meeting with the
officials). Disrupt Selecting and
promoting practices other than
those that were prevalent before, i.




Strategic long term (Public
administration)
 Create Presenting the project
group as a unified entity and,
thereby, legitimizing new practices
F
specific epithet; confirming that it indeed reflected the characteristics of his work at
PublicPrem.
Findings
The findings include illustrative episodes of how the navigator worked to develop and
implement the strategy project (including the pilot project) by means of navigating and,
thereby, managing the different ILs that constitute PublicPrem. To pursue his goal, the
navigator used two overall approaches, zooming in and zooming out, with four distinct
strategies while conducting the IW of creating, disrupting and maintaining practices
(Battilana and D’Aunno, 2010). In reality, these approaches overlapped at times, but we
argue that they serve to emphasize a central aspect about navigating and doing IW in
PFMOs. The findings are summarized in Table 4.
Zooming in
Keeping cool and carrying on. Being a public organization affected the strategy project in
several ways. To begin with, a basic premise for the new practices was that organizational
units (administrations) needed to collaborate and put aside their own interests for the
common good. However, this was particularly difficult at the time of the strategy project
since:
[. . .] there is currently, like always in public organizations, an overview of the organization of the
different administrations. This means that all administrations need to argue for their use and
uniqueness [. . .] which makes collaboration difficult as one project member explains.
The political laypersons and politicians that carried the decision mandate for mandatory
demands imposed on the PFMO took their time making decisions that were of importance
for the progress in the strategy project. This was due, in part, to administrative reasons but
also because their decisions, in turn, were “sequenced” together with broader decision-
making concerning a reorganization of the whole city administration.
Thus, the strategy project was likely to end up like other change projects, where nothing
happens and things get “locked up”, as stated by one project member early on:
Well, usually in these kind of projects (i.e. change and improvement projects) everything gets
“locked up” simply because everyone is waiting for the next municipal board meeting that can
upend everything.
To manage this, the navigator posed the strategy of ignoring the old ways of managing the
public administration logic. For example, when asked directly after a meeting with the
heads of the Facilities Secretariat and PublicPrem, in which the navigator was, in fact,
denied approval to move the strategy project forward in accordance with current plans, he
“kept cool”: “We should not worry too much about that (the lack of approval); maybe there
are things going on at the top management’s level that I do not know about”.
It is easy to imagine how such uncertainty could have instilled a lot of ambiguity for
committing to progress in the strategy project. However, the navigator did not bother to
wait for the politicians to approve of his ideas but instead carried on with the project
according to the immediate plan. The navigator offered the following reflections regarding
this decision:
If this new way of working is to be implemented formally and all the way, in the entire city, with all
kinds of premises, the politicians need to agree upon the ideas. However, in the current stage, we just




Outwardly at project meetings and presentations, the reoccurring rhetoric of the navigator
(and the project team) was that the project was continuing to progress according to plan,
even though it was not aligned with decisions on the political levels.
Thus, “keeping cool and carrying on” refers to the navigator’s ability to focus only on
what was right in front of him and his team on the immediate project agenda and based on
this carrying on as planned, while temporally disregarding and ignoring the pressures and
tensions deriving from the strategy project’s broader institutional surroundings. This is
proposed to lead to disruptions of established practices since the strategy project moved on
(and then, in turn, created change).
Individuating. The strategy project was initiated due to a demand from the politicians to
focus on energy efficiency. However, rather than focus on developing energy-efficient
practices and introducing such logic within the organization, this issue was left behind in
favor of practices associated with another logic that was governing operations within
PublicPrem: the financial logic. At the individual level, this manifested itself in the following
ways: a dedicated sustainability manager who was involved in the planning phases of the
strategy project was rather abruptly removed from the project team on the basis that she
was associated with the energy efficiency/sustainability logic, a logic that was perceived to
create too much tension with the financial underpinnings of the project. This was described
by one of the other project group members who supported removing the sustainability
manager from the project group in this way:
In this group, we did not see that there was any direct bearing on [the sustainability manager’s]
area [. . .] it’s more the financial sustainability that matters [. . .]. That is the absolute overall aim
in strategic facilities management.
This statement was followed by the following note: “If you do not keep the budget in public
operations, you have no career opportunity”, which was a common reflection of the
interviewees, and all new measures were eventually discussed in terms of how they could be
calculated to create a (financial) benefit.
The formation of the project team included the recruitment of people from different
organizations, bringing into the project team different accentuated logics and priorities.
Here, the interactions behind the actual decision-making seemed to be mediated by personal
relations as such, rather than the content of the logics that these persons represented. The
CA was chosen as the “pilot CA” was selected on such a basis as the particular facility
manager who represented this CA was considered “a little bit better” than the rest. Thus, in
this sense, “to individuate” was used in two, seemingly contrasting ways. On the one hand,
persons who represented a logic deemed too difficult to integrate were removed from the
team (i.e. the sustainability manager) and, thus, the vicinity of the change progress as well;
on the other hand, in other instances, interpersonal “chemistry” was prioritized over any
particular logic. The clearest way to distinguish between these different uses was that the
navigator chose one over the other on the basis of their immediate appropriateness to
progress in the change project. The main goal was that the members should work well
together and facilitate collaboration across organizational borders, also enabling new
practices to emerge that were considered legitimate by the wider organization and
institutional context.
We also note that the navigator was tentative towards the responses and feelings by a
specific group of organizational members, i.e. (technical oriented) facilities managers and
technical engineers whose support was crucial to implement new practices.
The current organizational logic when the strategy project was initiated was a short-
term, project-practice perspective: a “patch and mend” logic. This meant that the common
F
work practice was reactive, ad hoc, and short-sighted problem-solving to handle the most
acute problems. There were no systems or organizational processes for long-term planning
and management. This has resulted in frustration, given that several professionals,
including facilities managers, not have been able to work according to their professional
training: “[. . .] we could only ‘put out fires’ and handle the most acute things; thus, we could
not work according to our professional training”, said one FM.
The navigator was able to capture the frustration experienced by the facilities managers.
When presenting the new ideas connected to the strategy project, the navigator emphasized
the long-term perspectives foregrounded by the project, thus indicating to the more
technically oriented FMs and engineers that, from here on, they would work more in
accordance with their formal training and professional logics. The (technical) FMs and
engineers expressed that it would be “a relief” to work according to strategic facilities
management; this new way was really “the obvious and natural” way to perform as an
FM/engineer and was a clear contrast to the current “ad-hoc”mentality. By being zoomed in,
the navigator was well-attuned to capture the current frustration among these individuals in
PublicPrem and managed to gain a substantial level of support for the new proposed
practices that were better aligned with their inherent wants and needs.
Thus, “to individuate” refers to two slightly different enactments in practice depending
on whether it is in relation to the pilot-project group or in relation to the strategy project’s
general development/implementation. To individuate in relation to the strategy project
represented two different facets, both interpreted in the way that favoured the project the
most. For the second part, individuate refers to the ability to capture a sense of frustration
amongst individuals. Taken together, the two parts show the ability to “zoom in” and be
attentive to individual differences as well as to separate logics from persons and current
work practices from the needs andwants of individuals.
Zooming out
Adapting to the various parts of the organization and its surroundings. As the project
progressed, the answers about what the main purpose of “strategic facilities management”
was varied depending on who you asked, where this person worked and when you asked
him/her. Thus, strategic facilities management was an ambiguous concept, flexible enough
to fit the needs and preferences of different people in PublicPrem.
This can be exemplified by the plan for evacuation into existing buildings during
renovation and rebuilding, instead of using temporary pavilions. This plan was
foregrounded by the strategy project and was an outcome of negotiations concerning the
tensions in the overlay of multiple logics in PublicPrem and the ability of the navigator to
integrate them. A necessary condition for being able to evacuate into existing buildings was
to locate empty spaces, enabled by the very idea of more strategic and comprehensive
facilities planning: “PublicPrem now has a more holistic “picture” regarding their building
stock” (FM). Additionally, by evacuating into existing buildings, PublicPrem did not need to
rent as many energy-consuming pavilions and, therefore, could address the concerns of
those in PublicPrem who felt strongly about the energy aspect of the strategy project, such
as the head of PublicPrem. In his view, the strategy project was, foremost, linked to a
general “environmentally friendly” agenda, with the Head of PublicPrem stating that: “the
proposed evacuation will demand for less usage of temporary buildings (pavilions), which
are extremely bad for the environment!”. In line with these propositions, the navigator
managed to retain the support of the highest organizational levels, even though he
personally believed that “the strategy project [. . .] is not so much related to these




different stakeholders and ILs was a means of maintaining an ongoing and broad mandate
for the strategy project – although it was clear that the navigator himself was not personally
committed to all its aspects. For him, the financial aspects were the most prominent; not
renting pavilions meant saving money, something the navigator said he enjoyed: “working
with strategic facilities management has been great since it gave me with the possibility to
help the city save money”. Keeping the project open to different interpretations enabled
several people to believe it was their concern, and the support and interest ranged from the
operational to managerial levels.
Knowledge of “the nexus” led to retaining certain practices and creating others: through
language, symbols and actions, the navigator adjusted his presentations throughout the
organization. The navigator soon realized that the politicians who gave the initial directives
would not accept a proposal that accounted only for energy efficiency, as he knew very well
that the first and foremost conducted practices associated with financial logic. Therefore, the
first time strategic facilities management was presented to public officers (among them,
the city’s financial director), the financial manager was in charge of the presentation, and the
navigator played a background role. The financial dimensions/logic of the strategy project
was endorsed by this opening line from the financial manager: “In the end, it is all pennies
and dimes; that is not actually what we should be talking about, or working with, but that is
how it goes”. Thus, in meetings with politicians and laypersons, the financial aspects of the
strategy project were emphasized. However, to promote strategic facilities management at
the operational level of the organization, the navigator made the presentations himself, and the
strategic dimensions were emphasized to a larger extent, such as practices associated with
long-term planning, thus deviating from the “patch and mend” logic. Thus, the navigator had a
clear sense of the organizational nexus and the “strongholds” of the different ILs.
Emphasizing collective efforts. Once the members of the pilot-project team had established
an initial consensus and a comfort level based on personal relationships, they seemed to
gradually turn their attention to their collective efforts and together promoted practices
associated with a new strategic long-term logic, represented in the ways in which the
organizational members described their tasks, their environment and the physical aid that was
at their disposal. During the meetings at the later stages of the project, an emphasis was placed
on mutual core values, which included, for instance, the development and introduction of
practices that were related to the new emerging strategic and long-term logic. The practices
associated with this logic had a strong collective bearing within the project team, but these
were yet to be presented to the permanent organization. While doing this, the collective efforts
were emphasized as the strategy project was presented to employees at the CAs and FMs at
PublicPrem. During these episodes, the navigator spoke exclusively in terms of “we”, “we in the
project team have together achieved this”, “we propose this”, “we believe that”. Thus, instead of
dwelling on their differences (which, indeed, did exist), he “zoomed out” and unified the group
by focusing on their collective visions and ideas and their common interest in “strategic”work.
During the meetings at the later stages of the project, an emphasis was placed on mutual core
values, which included, for instance, the newmore strategic and long-term logic. Issues regarding
how to share important information (that was not possible today) were resolved by referring to a
joint IT system – a system that the project teamhopedwould be developed in the future.
Another factor that seemed to strengthen the collective was their common counterparts.
Thus, besides the IT system, what also joined the pilot-project group was the focus on their
common counterpart, i.e. the politicians and their strong dislike for the previously used
pavilions. When the navigator presented the strategy project to the stakeholders, whose
approval he needed, the team spirit was strengthened by a kind of joke that resonated
strongly for all of them: “one should quit one’s job and become a person who rents out
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pavilions instead; that would create a much greater income [laughter]”. This lived on as a
joke that defined the collective vis-à-vis the politicians as another collective counterpart.
Discussion
The in-depth case study explored in this paper foregrounds a sector-specific understanding
of the multidimensional challenges faced by individual actors working to improve practices
related to the management of the public building stock (Boyd and Schweber, 2017; Hill et al.,
2013; Ramskov-Galamba and Nielsen, 2016). Drawing on an IW lens (Lawrence and
Suddaby, 2006; Campbell, 2017), the aim was to unpack the complexity and situated nature
of the work experienced by the actors themselves rather than to identify any best practice
for strategic public facilities management (Hopland and Kvamsdal, 2019).
The findings show how the navigator, in the early stages of the strategy project, was first
and foremost using what we referred to as a “zoomed-in” approach, being particularly
attentive to the details of the project and its members but also to the concerns of various
professional groups. Later in the process, once the project team was fully established, the
navigator switched the focus as he began to “zoom-out”, paying more attention to the
broader institutional context.
While it is possible to discern a certain order in “the navigator’s overall responses, it is
also important to acknowledge the more “messy” and contradictory nature of his work. In
the early phases of the project, when “the navigator” foremost worked in a “zoomed in”
mode, he seemed to be making many decisions based on personal characteristics, rather
than on an overall idea of integrating multiple ILs. On the one hand, he excluded certain
individuals from the project team based on the accentuated logic they represented (e.g.
sustainability experts), while on the other, he invited others to participate based merely on
their personal characteristics. While strong “interpersonal chemistry” can, indeed, be a
compelling criterion when gathering a strong team, it is certainly a lot vaguer in regard to
the representation of the multitude of ILs that, allegedly, need equal consideration to be
transformed into more strategic and integrated management of building stocks (Junghans,
2013; Jensen et al., 2018; Olsson et al., 2015; Bröchner et al., 2019).
The situated nature of IW in PFMOs (Boyd and Schweber, 2017) is, thus, perhaps best
described as a series of purposive yet ad hoc responses (Powell and Colyvas, 2013; Lawrence
et al., 2010; Zietsma and McKnight, 2009), often geared to suit the immediate ends of the
institutional worker rather than any normative bird’s-eye view of institutional change or
neatly ordered framework to rely on (Castan Broto, 2019). During those episodes when the
navigator did, indeed, take the larger perspective into consideration, it still appeared to be a
pragmatic maneuver to support immediate progress in his project rather than a clear and
ordered view of how tomorrow’s facility management should look like, if ones analyze and
considers it from the outset (Bröchner et al., 2019).
The findings show how the complex institutional landscape that embeds PFMOs induces
the responsible actors to become navigators when attempting to legitimize new practices
and organizational change. Going into the strategy project, PublicPrem had afforded the
navigator a generous maneuvering space to develop his ideas for new and improved
organizational practices. The early stages of the strategy project were, therefore,
preconditioned by organizational legitimacy. However, this legitimacy needed to be
constantly reaffirmed and negotiated as the project progressed, especially in the later stages
when the project deliveries (i.e. suggestions for change) needed to be weighed against,
prioritized, and embedded within the landscape of existing IL. Table 4 highlights the ILs
that the navigator needed to take into consideration while developing and attempting to




Venkataraman et al. (2016) and Fred (2019), it was clear that these logics were addressed
differently at different stages of the project and at different places in the organizational
nexus (Hemme et al., 2020).
Even though scholars have begun to study how multiple ILs play out in practice during
times of institutional change (Lindberg, 2014), the dominant view seems to continue to
conceive of institutional change as a balancing act between two general contrasting logics,
that is, to focus on dichotomies. In the field of institutional studies, it has been most common
to consider institutions from afar (i.e. fully zoomed-out) (Zilber, 2013) and to conceive of the
challenge of institutional change as the process of replacing an old IL for another, newer one
(Thornton and Ocasio, 2013). Such a focus on institutional dichotomies is also readily
discernable within the growing research agenda on sustainability and “green buildings”,
where sustainability most often is considered as contrasting a certain dominating IL relating
to financial measurements (Dahlman and Grosvold, 2017). This notion of dichotomies is,
indeed, also dominating the studies of facility and construction management, where the
practical challenges usually are portrayed and conceptualized as juggling, first and
foremost, two contrasting logics such as the short and the long term (Barett, 2000), the
technical and the social (Nielsen et al., 2016), the financial and the sustainable (Thoresson,
2015; Ramskov-Galamba and Nielsen, 2016) or the financial and the social (Troje and Gluch,
2019). By exploring IW as it unfolds on the micro-levels in these contexts, this paper
illustrates how the actual challenge is less about weighing and managing various
dichotomies and more about how to navigate a multitude of different logics in practice. To
be aware of this, we argue is crucial to achieve change in PFMOs. Being reflective and aware
of the behaviours and practices associated with a logic is necessary to be able to choose both
to follow it or not to follow it (the navigator chose to ignore the “public” logic but adhered to
the “financial” ditto, to move the change process forward) i.e. be aware of which practices to
maintain and which to disrupt. Our findings point to the fact that it is not the logics presence
per se that determine the outcome of new practice implementation, rather how these logics
are acted upon, in practice (Hemme et al., 2020).
Managerial implications and future studies
PFMOs seem to have a hard time to realize a more “strategic facilities management”
(Hopland, 2016; Uotila et al., 2020) despite good efforts, and despite scattered approval for
such initiatives. In PublicPrem, this change was represented by a project (i.e. the strategy
project), that needed to be aligned with the already prevailing logic in the organization, i.e.
the short-term, project-practice “patch and mend” logic. However, for change to be
implemented, it need not be isolated in the form of a project since the ideas put forward by
the navigator required changes in various parts of the organizational nexus of the PFMO,
and they needed ongoing elaboration and legitimization work beyond the project’s time
frame to be embedded in the organization and its surroundings.
The present work adds to a growing number of studies that have explored emerging
roles in the built-environment sector and emphasized the need for new types of expertise,
such as communicative skills (Ludvig et al., 2013), sustainability knowledge (Nielsen et al.,
2016) and an understanding of social (sustainability) issues (Troje and Gluch, 2019). In
addition to these competences, our results lend weight to the need to develop officials’
competence to navigate multiple logics. Herein lies the ability to communicate but also to
have a broad knowledge of the organizational and institutional sourroundings, to know
what guides different stakeholder groups, and to be aware of the core principles underlying
situated practices, i.e. “how things are done”, in various different work contexts.
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The idea put forward by the navigator in our case was an integrated type of practice that
brought several perspectives into consideration. While both enabling and accepting
ambiguity indeed seemed necessary to move the change process forward, the vagueness of
the concept “strategic facilities management” would perhaps made it difficult to implement
in the later stages, once it was going to be operationalized. Thus, it would be valuable for
future studies to focus on the tensions between the measures needed to be taken to legitimize
new practices across PFMOs in the beginning of a change effort and the later
implementations and organizational embedding of the practices associated with the change
effort.
Conclusions
Previous studies of public facilities management have stopped short of understanding the
work of officials in PFMOs as situated in networks of practices and logics. To address this
gap, this paper draws on practice-based institutionalism to explicate the nature of the IW
underlying the development and implementation of new practices relating to a more
strategic and long-term public facilities management.
Officials in PFMOs who are responsible for developing and implementing such change,
need to navigate and integrate multiple logics in practice; to do this they must be able to
“zoom in” and “zoom out”, i.e. be flexible and able to adjust to situated circumstances; and
engage in work that aims at creating, maintaining and disrupting institutional practices.
Note
1. In 2011, a new law was established in Sweden stating that public housing companies must act
according to commercial/business principles (Law, 2010, p. 879).
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